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It's been a recognized axiom for almost a century: An enterprise's

scarcest asset is its executives' time. That's still true. It's what you

should spend your time on that changes as the structure of the

economy changes.

	 There are many areas that merit your attention. However, there's

a difference between spending time on something and focusing on

something. There are activities that require your time� just because

they do. And then there are activities that deserve your committed

focus� because they determine the success or failure of the

business.

	 Keeping that important distinction in mind, our experience is

that there are four areas that should be the center of a top executive's

focus. These are:

�	Spending time with

customers � approximately

25% of your time should be

spent with customers

�	Aligning your company

with market demand �

your marketing/sales

process. About 10% of your

time should be focused here.

�	Developing the products

that serve that demand �

your product development

process. This activity also

demands about 10% of your

time.

�	Long-term strategy � again, about 10% of your time

	 These four areas of focus sum up to 55% of your time � which

leaves 45% for all the "other stuff." There are priorities there, too, of

course. But first, let's look at the above four focus areas.

Focusing on the right activity

Customers 	 Companies that are successful over the long haul

are led by CEOs and top executives who spend roughly 25% of their

time with customers. From Cisco to EMC to WalMart, the evidence is

in. We all know that companies have to be customer-led these days.

There's simply no other way for that to happen unless the leadership

of the company spends its time where its focus should be � on

customers.

Marketing Process	 Peter Drucker's classic observation that

the corporation exists only to perform marketing� and that

everything else are mere "costs," was prescient decades ago when he

said it, and verifiably true today. The definition of marketing is "to

align the capabilities of the enterprise

with the needs of the market." This is

really how a company provides value to

its customers. Everything else is

subordinate to it. Everything else is a

cost. Everything else is merely a means to

an end. Because of the marketing

process' overwhelming importance to the

fulfillment of your mission, you should

spend about 10% of your time ensuring

that you have a defined, overarching,

detailed, measurable, manageable, stable

and adaptive process, and that it ties to

the value your customers need, want, and

demand.

Product Development While the

marketing process identifies and defines

a company's value, the product

development process manifests that value. The product development

process is the way in which a company realizes its objectives: to align

its capabilities with its market needs. About 10% of your time should

be devoted to the top-level management of this function.
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More Information

If you would like more information on our Managing for

Innovation programs, our team building tools, or how to apply

a process to improve your marketing/sales function, simply

contact us and we'd be happy to get you started. From

sweeping marketing/sales management process strategies to

specific branding or product launch services, Customer

Manufacturing Group can help.

If you�d like to learn more about Customer Manufacturing

Group, or for a complimentary subscription to Customer

Manufacturing Updates, give us a call at (800) 947-0140, fax us

at (408) 727-3949, visit our website at

www.customermanufacturing.com, or e-mail us at

info@customermfg.com.

We have offices in major cities in the United States, and our

experts travel extensively throughout the world. If you�d like to

schedule a meeting when we�re in your area, just let us know.

Customer Manufacturing Group
3350 Scott Blvd, Building 20

Santa Clara, CA 95054

(800) 947-1040 � (408) 987-0140
(408) 727-3949 -- fax

www.customermanufacturing.com

Strategy	 Strategy has always been the domain of top

management� and it still is. Despite recent premature

announcements of its death, strategy is � and always will be � alive

and well. Strategy takes different forms in different companies,

different industries, and different economic environments. In the past

it may have revolved around detailed financial forecasting. Today it

may consist of defining the few simple rules that govern seemingly

random short-term behavior. Or it may be something in between for

your particular company. But, it's perennially necessary.

Spending Time Wisely

The remaining 45% of your time should be spent as the dictates of

your particular situation demands. However, there are a couple areas

that cannot escape your attention, and a couple that should not.

Human Resources 	 We are in an era of scarce talent � and

will be for the foreseeable future. A company is it's people, and its

assets are its people's knowledge. Investing in a process and policies

that recruit, retain and motivate the best people is the investment

with the highest ROI you can make. As the leader of the company,

spending face time with employees and defining HR strategy is an

important task.

Finances 	 A company is ultimately an economic entity that

must return a profit to its owners. If you spend time with customers,

execute your strategy, marketing/sales and product development

correctly, the numbers should take care of themselves. Nonetheless,

these numbers are ultimately what the company is about, and there's

no way to avoid spending time on them.

Operations � A Warning 		 While operations requires

some of your attention, it should not be allowed to consume much of

it. It's true that world-class operations are the ante to building a world-

class company. But accomplishing this level of performance is a

known and replicable skill. It can be outsourced altogether or

delegated to your subordinates.

Free Time	 There's a part of every top executive's job that

reaches beyond the running of existing systems. The hallmark of

breakaway companies is that they envision and try new management

methods first, and you need time to discover these. How can you

develop vision or discover new ideas if you spend all your time on the

status quo� on routine and scheduled activities? And avoid the trap

of letting free hours become the buffer for overruns from other

allocated activities. Don't forget the documented value of

"management by walking around."

How To Go Wrong

What goes wrong is generally one or more of three things:

�	Less important things are allowed to occupy your time. The ability

to say "no" is vital to an executive.

�	The right things may seem uninteresting. If you are an operations

person, for example, then spending time on operations is the path

of least resistance and greatest fun. But in this circumstance, the

right things are often ignored.

�	Less important things become crises demanding your time. This

will happen if you have not appointed a staff competent enough to

handle their areas of responsibility

These three things are fixable. If they are broken they must get fixed

to achieve high performance.

So�how are you spending your time these days?


